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COOL OFFl 8
NO-SWEAT SUMMER SUPPERS

HEAT UP!
GO AHEAD, GET MAD

big picture and
reframe your life
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PARENTS & TEACHERS
Are you making the most
of face time?

FRIENDS & MONEY
Do your spending
styles clash?

KIDS & DRUGS

Should you reveal
your past?
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RAYONA SHARPNACK: “LEADERS ARE VISIONARIES:”
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“I thought hard about who I wanted
to be in that situation,” recalls Sharp-
nack, founder of the Institute for
Women's Leadership (TWL), a consultan-
cy for women in business. “I didn’t want
to ‘buck up’ and pretend I wasn't hurt-
ing. But I also didn't want to be rendered
unavailable, indecisive or useless by the
pain. I wanted to be strong for my sister
and be true to the relationship I'd had
with my mother, which was a joyful
thing.” As she thought about how to
strike that balance, she had an idea:
What if she were to make the garden a
memorial to her mother and turn it into
a sanctuary that would celebrate her life?

Six months later, Sharpnack took a
visitor on a tour of her backyard, point-
ing out the flowers she had transplanted
from her mother’s garden and the water-
fall that pays tribute to her mother’s love
for the sound of tumbling water. She ex-
plained how the memorial grew out of
her own approach to leadership.

“We have this authoritarian notion of
what leadership means, so we relegate it
to something that takes place in compa-
nies or military units or sports teams.
But, fundamentally, leaders are visionar-
ies,” Sharpnack says. “They speak for and
evoke action on behalf of a compelling fu-
ture. That vision of the future could be of
anything—a closer family relationship, a
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violence-free school or a successful com-
pany. The scope of leadership can be
global, but it doesnt have to be. It is always
personal because it begins with you and
the person you want to become.”

That's why it takes more than a shal-
low add-on-the-skill-sets “makeover” to
become a better leader, Sharpnack says.
Real change begins with who you are,
not what you do. And that means shift-
ing your perspective. What typically
stumps women as they move up into
leadership, she argues, is not a lack of
ability or even a set of tough circum-
stances. It is our own tendency to inter-
pret our abilities and our circumstances
in ways that limit what we belicve is
possible and thus what is possible. The
skills for leading are already there,
Sharpnack emphasizes. We just don't
notice them. Or we talk ourselves out of
using them. “There is no uniform
‘recipe’ for leadership. I help women dis-
cover what's been inside them all along,”
says Sharpnack. “It’s you, only better.”

Like so many women in leadership
positions, Sharpnack didn't come up a
traditional ladder in a traditional man-
ner. In addition to doing graduate work
in psychology and linguistics, she spent
more than ten years teaching junior high
students and coaching professional soft-
ball. Along the way, she grew fascinated

with the importance of language in
shaping success. A professor once gave
her a challenge: Teach a seventh grader
how to swing a golf club just by asking
him questions. That experience proved
seminal. “T realized that anytime you
want to achieve something, whether it’s
improving a golf swing or shifting a cul-
ture in a company, it all begins with con-
versation,” Sharpnack says. "I could see
the role of language in creating new fu-
tures. My work has been all about trying
to ask questions that allow people to dis-
cover that power for themselves.”

After testing her ideas when consult-
ing with small and family-owned com-
panies, Sharpnack founded the TWL in
Redwood City, CA, in 191 and quickly
became a voice in the innovative fer-
ment of Silicon Valley. Since then, she
has introduced her concept of contex-
tual leadership to women at Apple
Computer, Compaq, Levi Strauss &
Co., Wells Fargo and Hewlett-Packard,
among other companies. Her alums are
some of the most impressive and suc-
cessful women in business today, but,
as we learned in ralking to two of her
students, Sharpnack’s strategies work as
well in the living room—or in the gar-
den—as they do in the workplace. We
asked Sharpnack to talk about how to
be a more effective leader.

Susan Trainer

President, Trainer Communications
Danville, CA

n the start-up world, nobody goes home

ever, let alone at 5:00 p.m. | was con-

vinced that what had allowed me to
build my eight-year-old company into a
$4 million business was the fact that
| was willing to put in the personal el-
bow grease. | felt | needed to earn my job
as CEQO every day. For seven years,
my schedule looked like this: | went to
work around 8:30 a.m. and never stopped
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working until 6:30 p.m. I'd come home and
spend several hours with my kids. After
they went to bed, I'd be up working until
2:00 a.m. When | had my fifth child, | was
on the phone the next day and took just a
week off from work. | thought that being
that available to the company gave me an
edge that no one else had.

Rayona talks about the danger of living
your life like you're constantly audition-
ing. | realized that after seven years of
being a CEQ, | was still trying to prove
myself—to my staff, to the venture capi-
talists | work with, to myself. It was
ridiculous. What's more, the strategy that
had helped me grow the business to its
current level wouldn't work going forward
if I insisted on being so hands-on.

I realized | was auditioning to he a
mother as well—taking the store-bought
cookies and putting them on a real plate
for the PTA meeting so they would look

homemade—the whole bit. | mean, am |
good enough to be a mother? Well, I'm ex-
pecting kid number six next month—how
much more qualified could | get?

So | made some changes. | started del-
egating significant responsibilities to my
staff. | don't lead every client meeting
anymore. I'm not there every time we pitch
a new customer. By sharing responsibility
at work, I'm giving my staff more opportu-
nities to grow. And it needed to be that
way. We can double the company in size
again, but not by my working harder. There
are only so many hours in the day.

The benefits on the personal front have
also been great. I've been getting eight
hours of sleep a night. | took up tennis
again, which | had forsaken for years, For
the first time, | accepted an offer from my
husband to accompany him on a business
trip. He was shocked. "Okay,” he said,
“who are you, and where is my wife?"—CD



Leading is about being,
not doing
In any situation, who you are being is more

important than what you are doing.
Think about a manager who is present-
ing a project to her team. Imagine that,
consciously or not, she frames her
thoughts about the team this way: You're
not really the right group of people to carry this
off, but I need you to get my annual bonus. This
framework will infuse her being, no

matter how much she tries to inspire her
stafl with speeches and promises. So
who she is being undermines whar she
is out to accomplish.

The framework of what you believe
on a personal level sets the stage for
everything else. But you control what you
believe. What if that same project leader
approached her team differently, seeing
them as exactly the right group for the
task? How would that attitude change
what was possible to accomplish? They

would just need her help and support to
get the job done. In the same way that
individuals have a way of being, so do or-
ganizations, companies, even families.
The collective beliefs about what can or
can't be accomplished set the path. If you
can change the framework or context
(from, for example, This is a place where peo-
ple get punished for failure to This is a place
where it’s okay to take risks), it will make all
the difference in your ability to tap into
people’s talents and strengths.

www.workingmother.com
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Tracey Warson

Executive Vice President, Wells Fargo
Novato, CA

've always felt an intensely personal con-

nection to my work, particularly in my cur-

rent job, because | helped build this—Wells
Fargo's foreign exchange division—from
about 100 clients in 1988 to more than 6,000
now, with more than 100 times the revenue.
About 150 people report to me.

Rayona helped me see that my sense of
ownership, so helpful in building my division,
actually limited my abhility to move up. | was
so busy thinking about the interests of my
team that | wasn't focused on companywide
issues. Rayona talks about “scaling your per-
spective™ A leader has to see a situation
from many levels. If  wanted to someday rise
to the senior executive level, | would have to
demonstrate my ability to take the welfare of
the whole company into account. It's a ques-
tion of, as Rayona asks, “Who do | want to
be?" | need to act based on what | wantto be-
come, not on what | am today.

With that in mind, | approached my coun-
terpart who runs the domestic business and
proposed that we cross-train a portion of my
staff. In effect, | was suggesting that some of
my team report to him as well as to me—not,
on the surface, an idea that would seem to he
in my best interest. Butthe move made a lot of
sense: The customer could have a seamless
experience on foreign and domestic busi-
ness, and the bank could cross-sell to clients.
The program has hecome a much-discussed
model inside Wells Fargo for interdivision
cooperation, which has definitely increased
my credihility and made me more effective—
and more powerful-—as a leader.

The same insight also helps me in raising
my girls, who are 11 and 9. | help them ques-
tion their own assumptions and think about
who they want to be in a given situation. If
they tell me about a disagreement with a
friend, | usually start by asking them to tell me
what kind of person they'd like to be. It gets
them to think about shaping their character
through conscious choice, not in reaction to
what other people say and do.—CD

Separate facts from
conclusions

The first step in shifting your way of
being is to get clear on the difference
between facts and conclusions. One way
to describe yourself is to say you are the
sum of all the conclusions you've come
to over the course of your life—about
who you are, what your role is and what
your company—or family—will and
won't allow. Most people operate as
though these conclusions are facts,
unchangeable and definite. But our con-
clusions, in a given moment or over time,
are nothing more than assumptions on
which we base our actions.

One woman in my last class received
an email from her boss saying that the
project she was working on was can-
celled. What she reported to me was
“They're screwing me over again!” She
had instantly cast herself as a victim.
Where can she go from there? Arent
there other possible conclusions, ones
that would give her more opportunities
and choices? What if she viewed the
cancellation of her project as an opening
to discuss company priorities with her
boss or to better understand how to
communicate with her? What if she
looked at it as a sign that she needed to
move on to a different project or com-
pany that shared her priorities? Either of
these new “conclusions” would give her
choices and ways to move forward.

That isn't to say that shifting your con-
clusions should be an exercise in dumping
hot fudge sauce on cat food. It’s not about
pretending things are great when they
aren't. It's about looking for conclusions
that steer you away from dark, dead-end
tunnels and toward paths that excite and
inspire. Your conclusions about “the wruth”

actually define your realiry.

Listen generously
We are so used to drawing conclusions
and mistaking them for facts that we are
often unaware of how much we do it
Slow down and start to notice how deeply
your assumptions affect the way you in-
teract with others, even how you listen.
Most people practice what I call “binary”
listening: Do 1 agree or disagree? Does
that idea fit or not fit with what I know?
Is it right or wrong? Smart or dumb?
We are so busy unconsciously judging
what we hear that we aren’ really listening

at all. T try to get my clients to practice
what I call “generous” listening. Instead
of deciding and dismissing, someone
who is listening generously asks, Where
could that statement or idea lead us?

One story I like to tell is about an en-
ergy company that had a problem with
its utility wires during the winter. Ice
would build up on the lines, weigh
them down and eventually break them.
Then the company would be in the dan-
gerous situation of having an electrical
wire down, in addition to dealing with
the expense of sending someone out in
a truck to repair it. A team of people from
departments across the company met to

GET OUT OF YOUR OWN WAY

One of the toughest things to do as a
leader is to recognize when you are ham-
pering your own progress, says Rayona
Sharpnack, founder of the Institute for
Women's Leadership. Here's a list of “be-
liefs" that are really barriers to success.

“I'D APPLY FOR THAT NEW

POSITION, BUT | DON'T
THINK I WOULD SUCCEED."
Think about it—when do you typically
feel confident? After you've done
something well. So confidence is not a
prerequisite or a requirement for tak-
ing on something new; it's an after-
math. Lacking that sureness is a silly
reason not to try. Test yourself. Push
yourself. You will rise to the occasion.

“HIS/HER PROBLEM

ISTHAT ...
Wait! Before you finish that sentence,
ask yourself: What is the point of this
conversation? Am | speaking in the
service of something | believe in or want
to accomplish? All conversations are
not equal. Some are about creating
new possibilities; some are just nega-
tive venting. Which kind of conver-
sation do you want to have?

“I NEED MORE BALANCE

IN MY LIFE.”
What's wrong here is not the senti-
ment. It's the assumptions that under-
lie it, namely, that your personal and
professional lives are pitted against
each other and that giving more time
to one necessitates taking time from
the other. What are ways to add to
both? One of my solutions: | take long
walks with clients so that we are si-
multaneously working and contributing
to our health. Setting yourself free
from the tyranny of “eitherfor" will
spur your creativity—CD

www.workingmother.com



figure out how to solve the problem.
During one of the breaks in the brain-
storming, a couple of the linemen were
sharing stories about encountering bears
while they were out in the field scaling
poles and fixing lines. One of the people
in the session overheard them and sug-
gested that perhaps there was a way to
get the bears to climb the poles, which
would shake the ice off the lines. Well,
someone else chipped in, what if you put
honey pots at the tops of the poles? That
would lure the bears to climb the poles.
Right! Another person suggested having
helicopters come and lower the honey

\/

pots down onto the poles. At that poin,
a woman who had been a triage nurse in
Vietnam pointed out that the downdraft
from a helicopter’s propeller was actually
quite powerful. Maybe if you could fly
helicopters close enough to the lines, the
wind they generated would itself blow
the ice off the wires, she suggested.

And that ended up being the solution
to the problem. The reason the group
discovered that solution was that every-
one listened, and no one in the room
shot down the initial idea.

Who you are being is shaped to a large
extent by how you listen. So start to

9

Institute for

notice: How am I listening—to my boss or
my colleagues or my children? If the way
you listen isn't giving you the kind of
power, satisfaction, creativity, results or
partnership you want, here’s a question to
get you started along the path to change.
Ask yourself: How can I listen to this
person in a different way that would al-
low me to see her as a contributor? =

Cheryl Dahle is the coauthor of No Horizon
So Far (DaCapo Press), about the first
women to ski across Antarctica. To learn
about the Institute for Women'’s Leadership,
go to www.womensleadership.com.

Women's Leadership
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